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1. Purpose. This instruction prescribes the general operating
instructions applicable to the establishment and effective
implementation and application of the Operational Risk Management
(ORM) process per the guidance contained in references (a), (b),
and (d). It is to be used by all activities within Marine
Aircraft Group 12. PARTICULAR ATTENTION SHQULD BE GIVEN TC THE
CRM FRAMEWORK OUTLINED IN 6A AND 6B OF THIS INSTRUCTION.

2. Cancellation. GruC 3500.23.

3. Information. ORM is a systematic decision-making process used
to identify and manage hazards that could influence mission
success and endanger USMC assets. Enclosures (1} and (2)
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provide schematics on how this process works. It is a
management tool intended to ensure informed decisions are made
and approved at an appropriate level in the chain of command.
Its purpose 1s to increase operational readiness and

effectiveness by anticipating hazards and reducing their adverse

effect on mission, equipment, property and personnel.

a. Reference (b) provides CMC guidance and a detailed
overview of ORM. Reference (d) provides CG, 17 MAW guidance on
the implementation of ORM.

b. This instruction provides the essential procedures and
guidelines necessary to implement ORM within MAG-12. It cannot
and will not cover all situations which may arise, nor every
detail involved in risk assessment. Commanders/Officers-In-
Charge, flight leaders, and supervisors must be true to the
spirit of ORM, not just the letter of the “law.”

4. Guidance

a. The overall ORM goal for MAG-12 is to safely achieve the
best training possible, and maintain the highest state of combat
readiness possible within resource constraints.

"b. ORM shall be incorporated at all levels of planning,
scheduling and execution of missions within MAG-12.

c. ORM proVides each Marine and Sailor the opportunity to
acquire the knowledge and skills required to accomplish and
maintain mission readiness while minimizing various levels of
risk.

d. Risk levels are described by the interrelationship
between hazard severity and mishap probability as they effect
mission accomplishment. The risk assessment matrix at enclosure
(3) depicts this relationship. The following risk levels shall
be incorpcrated in all risk assessment tools:

(1) Low: At this risk level, the potential hazard
severity is negligible. The mishap probability ranges from
unlikely to seldom and is determined by aircrew/operator
proficiency and operating environment. Risks associated with a
mission in this category have little or no impact on mission
accomplishment. '

{2) Medium: 'At this risk level, the potential hazard
severity is moderate. The mishap probability ranges from seldom
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to freguent and is determined by aircrew/operator proficiency
and operating environment. Risks associated with a mission in
this category may degrade mission capability in terms of the
required mission standards. Acceptance of a medium level of
risk shall only be approved by the Squadron Commander or Acting
Squadron Commander.

(3) High: At this risk level, the hazard severity is
critical. The mishap probability ranges from seldom to frequent
and is determined by aircrew/operator proficiency, systems
capability and operating environment. Risks associated with a
mission in this category may significantly degrade mission
capabilities in terms the required mission standards and have a
significant probability of causing damage to property and/or
injury to personnel. Acceptance of a high level of risk shall
be approved conly by the Group Commandexr or Acting Group
Commander. '

(4) Extremely High: At this risk level, the hazard
severity is catastrophic. The mishap probability ranges from
likely to frequent and is determined by aircrew/operator
proficiency, systems capability and operating environment.
Risks associated with a mission in this category may cause loss
of ability to accomplish the mission and has a high likelihood
of producing damage to property and/or injury to personnel.
Acceptance of an extremely high level of risk shall only be
approved by the Wing Commander or Acting Wing Commander.

e. Multiple risk items may increase the total risk to the
next highest level. The exact number c¢f multiples that causes
the shift shall be identified by the squadron commander and
indicate the appropriate approval level.

f. Risk Assessment Worksheets (RAWs) at enclosures (6)
through (10) have been developed for aviation flying units by
Type/Model/Series (T/M/S8) aircraft and for aviation non-flying
units. They shall be used as the primary risk assessment tool
throughout the ORM process to assist Commanding Officers,

mission planners, and schedulers in establishing a quantifiable
level of risk.

g. Operational Risk Manager Instructor (ORMI). The ORMI is
responsible for training and supervising squadron personnel in
the use and application of risk assessment worksheets, the basic
ORM principles, the five step process, and the three levels of
ORM. He shall be an experienced aviator and attend the 1°t MAW
approved ORMI training course. The ORMI shall be the ORM
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“subject matter expert” within the squadron similar in scope to
the Aircrew Coordination Training Facilitator.

5. "Training

a. 1°° MAW will provide initial, advanced, recurrent and
squadron instructor ORM training for designated personnel
assigned to MAG-12.

b. 1°° MAW ORM training objectives are to impart an
understanding of and the ability to apply the ORM process. ORM
training consists of:

(1) The Five Step Process. A series of procedural steps
which enable commanders to 1) Identify Hazards; 2) Assess Risk;
3) Decide/Develop Controls; 4) Implement; and 5) Supervise.

(2) Four Principles of ORM. A set of governing
principles that enable commanders to make informed decisions
with respect to risk. These principles include 1) Accept risk
only when the benefits outweigh the costs; 2) Accept no
unnecessary risk; 3) Anticipate and manage risk by planning; and
4) Make risk decisions at the proper level.

(3) Three Levels of ORM. Varying levels of ORM whose
application corresponds to time phased sequenced events. The

levels of ORM include 1) In Depth; 2) Deliberate; and 3) Time-
Critical.

(4) Approaches to Managing Risk

{5) When to ﬁée ORM

{6) Risk Control Measures

{7) Risk Assessment Toocls. A series of management tools
which include 1) Preliminary Hazard Analysis (PHA); 2)
Operational Analysis (OA); 3) ORM Matrix; 4) Flow Chart; 5}
Scenario Analysis; 6) Timed Events Plotting; 7) Event
Sequencing; and 8) Cause and Effect.

c.. ORM Training Courses. The MAG ORMI shall provide
initial and recurrent ORM training to subordinate unit personnel
under their cognizance. Units shall conduct ORM training that
is SPECIFICALLY applicable to the DAILY tasks associated with
their particular operational wunit. The following is an
explanation of ORM training courses.




GruC 3500.234
1 June 1999

(1) ORM Instructor (ORMI}) Course. A course intended to
“train the trainers.” Emphasis 1s on providing training for
unit ORMIs on ORM principles, ORM rules, levels of risk, risk
 assessment tools, risk management techniques, scenario analysis,
team problem solving, and presentation methods.

(2) Initial User Training. A course that instructs
personnel on basic ORM principles with emphasis on the five step
process, four ORM rules, and task-specific application of the
three levels of ORM with special emphasis placed on “Deliberate”
and “Time-Critical” on-the-run ORM tools.

(3) Leadership Training Course. A course intended to
train unit Commanders/ Officers-in-Charge, mission planners,
mission commanders, and other key mission leaders. Emphasis
shall be placed on ORM principle, rules, and risk levels with
special consideration given to use of “In-Depth” and
“Deliberate” CRM events and maintenance activities. Practical
exercises utilizing the daily ORM framework, described in
paragraph 6 below, shall be conducted. Detailed use of RAWs
shall also be practiced.

{4) Recurrent Training. This is refresher training to
be conducted annually by ORMIs at the user level.

6., Application

a. ORM in Non-Flying Units (MALS). While the ORM concept
has been primarily developed for aircraft units, risk assessment
principles and tools listed in paragraph 5.b. of this
instruction should ke used for non~flight mission planning and
execution as well. Enclosure (4) provides a baseline RAW to
assist in the ORM execution process. Additional unit-specific
mission planning worksheets and hazard tracking database
applications to aid in quantifying risk may be developed. Risk
assessment shall be included in all pre-deployment planning and
briefing.

b. ORM in Flying Units. Deliberate risk analysis shall be
initiated by using applicable ORM tools along with the RAW.
These tools are used by mission planners and flight schedulers
tc identify hazards well in advance, but a minimum of 48 hours
prior to schedule execution. Units that have fully implemented
the risk assessment portion of Squadron Assisted Risk Assessment
(SARA} shall use only those portions of the RAWs not covered by
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SARA. Each unit shall outline ORM procedures for initial flight
schedule planning in its Standard Operating Procedures (SOP).

(1) 48 Hour Analysis. Squadrons shall develop projected
flight schedules as far in advance as necessary, but a minimum
of 48 hours prior to execution. Projected flight schedule
development and use is a planning tool for operational
scheduling and is for squadron use only. At that point, a RAW
must be completed for each flight/mission that produces a list
of the potential causes of the hazards being encountered,
followed by the establishment of control measures to minimize
the effects of the hazard when encountered. Respective RAWs for
T/M/S aircraft are located at enclosures (5) through (8). A
hazard analysis worksheet is located at enclosure (9).

(a) The flight scheduler/planner shall fill out a
RAW for each aircraft or each flight assigned as an event on the
flight schedule. The scheduler/planner shall fill in all known
information for the £flight using the RAW. He shall mark the
highest risk for each sub-matrix in the ™48 hour” block of that
sub-matrix. RAWs shall be filed by the flight scheduler in an
easily accessible file or binder labeled by the day of the
week/date in which the flight takes place.

(b) For all missions with a medium risk assessment
value that cannot be mitigated, the OpsO and/or flight
scheduler/planner shall so advise the Commanding Officer (CO).
Additionally, the CC is required to sign each RAW involved in
that mission. For all missions with a high or extremely high
risk assessment, the CO shall seek appropriate approval on each
RAW from the MAG-12 CO (high risk), or 1% MAW CG/Flag (Extremely
high risk) wvia the MAG-12 CO.

(c) During the scheduling process, risk controls may
be introduced by anyone involved to reduce the risk ({(for
instance, squadron CO’s may reduce a high risk mission by
introducing a risk control measure that brings the risk level
down to medium). In this case, the MAG CO’s approval would no
longer be required since the risk identified as high has been
mitigated to medium risk through the application of risk
management controls.

(2) 24 Hour Analysis. This is a key decision point
dintended to accomplish final verification of deliberate risk
analysis efforts prior to mission brief and execution. Prior to
the day of the flight, the Operations Officer (OpsO) and
Director of Safety and Standardization (DSS) shall review the
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flight schedule and RAWs and make a final determination of the
risk level. The CO shall be informed of all risks/changes that
differ from those indicated on the 48 hour flight schedule/plan.
If in agreement with the risk assessment, each (CO, OpsO, and
DSS) shall sign the RAW under the “24 hour” block sub-matrix.

(3) Execution

(a) The mission/aircraft commander and/or flight
lead shall reassess the risk at brief time and fill in the
“FLIGHT BRIEF” block of each sub-matrix on the RAW. After
review, signature and brief by the mission/aircraft commander
and/or flight lead, the RAW shall be turned in to the 0ODO.

(b) If anything has increased the risk level from
that previocusly approved, it is the mission/aircraft commander
and/or flight lead’s responsibility to seek approval from the
appropriate approving authority via the CC or his designated
representative.

(c) The flight leader/aircraft commander shall brief
his crew on the highest identified risk(s) associated with the
flight. He shall -alsc identify and brief the risk(s) most
likely to be elevated during the flight. '

_ {(d) ODOS shall ensure each aircraft commander has
turned in a RAW prior to walking to their flight.

{e} In—-flight

1l Once airborne, the flight shall not accept a
mission change that will knowingly increase the risk. This does
not preclude the use of sound judgement and time-critical ORM by
mission/aircraft commanders and/or flight leads to deal with
unforeseen changes such as weather or aircraft status.

2 When situations occur that increase the risk
beyond that previously approved, the mission/aircraft commander
and/or flight lead shall make a reasonable effort by all means
available to request/receive permission from the appropriate

approving authority before proceeding with the higher risk
mission.

3 The in-flight ORM process is outlined at
enclosure (2),
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(f} The ODO shall not act as risk approval authority
for airborne flights, but merely serve as the conduit for
obtaining appropriate level approval.

(g) Each RAW shall be maintained for the duration of

the respective flight and may be disposed of once the
flight/mission is safely completed.

(4) PMCF flights shall not be assessed until the day of
the maintenance £light.

(5) Risk Condition Yellow (Transitional Periods)

{a) Squadrons embarking upon a new evolution, or
participating in an evolution that the unit has not been exposed
to for an extended duration, are in a state .of increased risk
that may not be reflected in the individual RAWs. This
increased state of risk is defined as Risk Condition Yellow.
This process 1s outlined at enclosure (10).

{(b) During Risk Condition Yellow, the unit is in an
overall medium risk level until adequate action has been
completed. A heightened sense of awareness shall be exercised
when planning and conducting flight and maintenance operations.
Proper advance planning and aggressive use of control measures
can reduce the risk associated with these time periods. Control
measures may include the use of classrcom instruction, briefs,
night labs, training models, simulators, tactical unit flight

training, or other techniques deemed appropriate by the unit
commander.

(¢} Evolutions which place a squadron in Risk
Condition Yellow include unit training deployments, operations
in desert environments or mountainous terrain, shipboard ops,
shipboard night ops, NVG's, NVG shipboard, NVG ordnance, aerial
refueling, AR on NVG’s, LATT, ACM, etc. '

(d) The unit commander shall be required to gain
approval from the MAG-12 CO in order to cancel Risk Condition
Yellow for his respective unit. The Group Commander shall
advise the Commanding General upon cancellation of Risk
Condition Yellow for units under his charge.

7. Squadron Assistance Risk Assessment (SARA)., SARA is a
computerized risk assessment tool. Upon completion of SARA
training by each squadron system manager and user, SARA shall be
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used as the primary ORM tool to streamline mission planning,
scheduling and execution. Additional In-Depth risk analysis for
future long-range contingency/exercise deployment planning will
be greatly enhanced by full utilization of SARA capabilities.
SARA applications include the following:

a. T/M/S specific T&R CORE COMPETENCY currency tracking.
b. OPNAVINST 3710.7 _ required training (i.e., annual

instrument /NATOPS checks, ACT checks, instrument approaches/time
flown last 6 and 12 months, WST/Physiology, etc.).

c. Wing, Group, Squadron SOP guidance (i.e., LATT, crew
day, proficiency, etc.).

d. Sqgquadron guidance (i.e., selective scheduling, human
factors/STAN board input, CO's preferences, etc.).

e. Pilot-specific upgrade syllabi (i.e., MAWTS prep, IUTs,
A/C Commander, boat preparation, MUE (S0C) standards, etc.).

8. Action

a. MAG-12. The MAG-12 CO shall ensure assigned units
implement the provisions of ref (d) and this instruction. He
shall be assisted by the MAG-12 DOSS and Operations Officer as
follows:

(1) MAG-12 DOSS

(a) The DOSS shall be designated in writing by the
MAG-12 CO as the overall ORM Coordinatcr for the Air Group. He
is responsible for the comprehensive management of the Group’s
ORM process and shall complete the ORMI course.

(b) The DOSS shall also be designated as the ORM
Coordinator for his T/M/S aircraft and shall recommend to the
Commanding Officer additional staff personnel to serve as ORM
Coordinators for each T/M/S aircraft attached to the Group. The
MAG-12 CO shall designate these personnel in writing as ORM
Coordinators for their respective T/M/S aircraft. The DOSS

shall ensure these individuals complete instruction in the ORMI
course.

{c) The DOSS shall consolidate unit inputs for
recommended changes to the RAWs for each respective T/M/S
aircraft. This responsibility includes review and refinement of
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aviation specific risk management procedures for both flight
operations and aviation maintenance with the main objective
being standardization within aircraft communities. Recommended
changes shall be forwarded to 1°° MAW G-3 via MAG-12 CO for
review.

(2) MAG-12 Operations Officer. The Operations Officer,
assisted by the MAG-12 DOSS, shall conduct monthly TEEP review
and analysis conferences with squadron operations departments in
order to manage short and long-term mission risk trends.

Periods of mission saturation shall be identified to facilitate
management of risk through event planning and asset management.

b. Unit Commanders

(1) Ensure that ORM is integrated in all planning and
execution for the unit to include all necessary training.

(2) Ensure that each Marine and Sailor assigned to the
command is aware of the ORM program and completes the
appropriate level of ORM training.

(3} Incorporate CORM principles into regular training
efforts, mission planning, and mission execution.

(4) Request appropriaté'approval froem higher
headguarters for missions assigned “high” or “extremely high”
risk codes.

(5) Recognize and assess periods of mission saturation
and advise ‘the Group Commander of steps taken to reduce risk
through event planning and asset management.

{(6) Provide appropriate input regarding‘recommended
changes to ORM procedures and RAW's.

(7) Ensure an adequate number of ORMIs are trained
within the unit and verify that initial and recurrent ORM
training is accomplished and documented.

¢. ORMIs Within MAG-12

(1) Determine squadron-specific ORM training objectives
based on ORM training goals.

(2) Plan and execute annual ORM recurrent training plan
as required.

10
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(3) Ensure that ORM training is accomplished and ensure
training is documented in each individual’s training record.

(4) Train all squadron aircrew on the use of T/M/S-
specific RAWs.

9. Summary. ORM is a structured approach toward conducting
naval aviation within the Marine Corps. The process compliments
existing NATOPS and SOP prcograms and enhances the Marine Corps’
ability to preserve war fighting assets and resources while
executing the MAG’s primary mission. Finally, it affords the
commander a formalized tool to manage safe and efficient
maintenance procedures and flight operatiocns.

S K

J.F. FLOCK

Distribution: A

11
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CATASTROPHIC:
CRITCAL:

MODERATE:

NEGLIGIBLE:

LIXELY:

OCCASIONAL:
SELDOM:

UNLIKELY:

EXTREMELY HIGH:
HIGH:

MEDIUM:

LOW:

SEVERITY
(CATEGORIES)

(CATEGORY I}; The hazard may cause death, loss of
facility/aéset or result in grave damage to natiocnal
interests.

(CATEGORY II); The hazard may cause severe injury,
illness, property damage, damage to national or
service interests or degradation to use of assets.
{(CATEGORY IIi}; The hazard may cause minor injury,
iliness, property damage, damage to national,
service or command interests or degradation to
efficient use of assets.

(CATEGORY IV)}; The hazard presents a minimal threat
to personnel safety or health, property, national,
service or command interests or efficient use of
assets.

PROBABILITY

(A); Likely to occur immediately or within a shoert
period of time. Expected to occur frequently to an
individual item or person or continuously to a fleet
inventory or group.

(B); Probably will occur in time. Expected to occur
several time to an individual item or person or
frequently to a fleet, inventory or group.

(C); May occur in time. Can reasonably be expected
to occur some time to an individual item or person,
or several times to a fleet, inventory or group.

{D); Unlikely to occur.

RISK LEVELS

Loss of ability to accomplish mission
Significantly degrades mission capabilities in
items of required mission standards

Degrades mission capabilities in terms of
required mission

Little or no impact on mission accomplishment

Enclosure (3)



WORKCENTER CHECKLIST

Note: Circle the number that applies for each question. More than one number per question
can be circled. Add all the numbers and put the sum in RAC space provided to the right of
each question. Answer each question honestly. This checklist is used to identify the risk

1 level in a werkcenter.

1. Has Quahty Assurance completed a quarterly workcenter safety audit and performed a follow
up inspection to ensure all discrepancies were corrected? -

Add 5 for each discrepancy not corrected.
Add 4 if no record of audit or inspection.
Add 3 if follow up inspection not completed. RAC

2. Are OPNAVINST 3750.6, Naval Aviation Safety Program, OPNAVINST 5100.19 and/or
OPNAVINST 5100.23, NAVOSH AFLOAT/ASHORE, and MCO 5100.8E available for use in
conducting the unit’s safety program?

Add 5 for each directive not a-vailable. . RAC

3. Are monthly safety meetings being conducted?

Add 5if no.
Add 4 for each meeting missed in last 12 months, RAC

4. Is safety training being conducted for all personnel in workcenter? -

Add S for each person not receiving training. RAC

5. Are reports made on all accidents/incidents and unsafe practices within the department?

Add 5 if no. _
Add 4 for each accident/incident not reported. RAC

6. Do eye wash stations meet all safety requirements and periodically activated and functionally
tested in accordance with the required periodic maintenance?

Add 5 if no. . '
Add 4 for each missed inspection in last 12 months. RAC

7. Are safety posters and literature disseminated and posted in the workcenters?

Add 5 if no. '
Add 4 if outdated. ' RAC

Enclosure (%)



WORKCi&'lNTER CHECKLIST

~ 8. Is proper personal protective equipment (PPE) available?

Add 10 if PPE not available to all personnel.
Add 5 for each person not provided PPE. '
Add 4 if personnel using unserviceable PPE. RAC

9. Are personnel using PPE when required?

Add 10 if no. . - ' RAC

10. Is training conducted in the PPE program?

Add 10 if no. _
Add 5 for each person missing training. : ‘
Add 4 for each training session missed in last 12 months. RAC

11. Have all personnel received indoc training on Haz/Mat and the unit’s safety program?

Add 10 for no. ‘ :
Add 5 for each person not receiving training. RAC

12. Does the workcenter have any inherent safety hazards?

Add 5 for yes.
Add 2 for yes but with safety controls in place. RAC

13. TOTAL RAC
' _ TOTAL OF #1-12
If RAC is 0-39, Low Risk
IfRAC is 40-60, Medium Risk
IFRAC is over 60, High Risk

14. Risk control measures.
Conduct workcenter safety traiming with in 5 days. Subtract 3
Convene a squadron safety council meeting. Subtract 3.
Conduct a squadron safety standdown. : Subtract 5.
Have a safety survey conducted on the workcenter. Subtract 3.
Have QA conduct a safety audit of the workcenter. Subtract 3.
Ensure workcenter safety rep is properlytrained.  Subtract 3.  Total

15. Adjusted RAC. a. RAC of #13
b. Minus #14
IfRAC 1s 0-39, Low sk, c. Adjusted RAC

IfRAC is 40-60, Medium risk.
IFRAC is over 60, High risk.

Enclosure (4)
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HAZARD ANALYSIS WORKSHEET

HAZARD

CAUSES

RISK
LEVEL

CONTROL
MEASURES

RISK W/
CONTROLS

SUPERVISORS

Enclosure
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CONDITION YELLOW (CY) PROCESS

PRE-DEPLOY/

TRNG EX

EXECUTION

CLIMATIZE

CY BRIEF

CY LIFTED

IAW ESTABLISHED/PUBLISHED CRITERIA
IN-LOI: COMFORT LEVEL, AREA FAMS,
ETC.

i

MSG/EMAIL/PHONE TO CG AND MAGE CO
TO REQUEST CY BE LIFTED

SET
CY 7 DAYS PRIOR
PASS CY PLAN
TO CG AND MAG CO

ACCOMPLISH CY
CRITERIA:
COURSE RULES,
ORD REGS, '
SAND TABLES,
NIGHT LABS,
ETC.

Enclosure (10)



